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The  Statewide  Advisory  Council  presents  these  ^principles  and 
recommendations  on  the  organization  of  children's  services.     An  appendix 
will  be  available  at  the.  Office  for  Children  and  will  include  all  background 
materials:  a  list  of  key  organizational  issues;  a  comparative  analysis 
of  recent  proposals  for  the  organization  of  children  and  family  services; 
summaries  of  interviews  with  public  and  private  officials;  summaries  of 
public  hearings  on  the  organization  of  children's  services,  and  a  de- 
scription of  the  present  system. 

The  Statewide  Advisory  Council  established  the  Organization  of 
Children's  Services  Committee  in  the  spring  of  1977.     The  Committee 
has  met  intensively  since  that  time  and  on  December  13,   1977  issued  its 
report  to  the  Statewide  Advisory  Council  for  its  ratification.  Members 
of  the  Organization  of  Children's     Services  Committee  have  offered 
an  extraordinary  commitment  of  volunteer  time  and  hard  work. 

We  are  grateful  for  the  sincere  and  generous  expressions  of  opinion 
given  by  those  citizens  who  testified  at  each  public  hearing  and  by  those 
public  and  private  officials  who  participated  in  individual  interviews 
with  the  Committee.     We  appreciate  their  efforts  and  their  concern. 

We  would  like  to  thank  Ms.  Joyce  Strom,  Director  of  the  Office  for 
Children,  for  her  cooperation  in  providing  staff  and  other  resources  to 
the  Committee.  In  addition,  particular  thanks  go  to  Joel  Ario  whose  in- 
dependent staff  assistance  to  this  Committee  has  been  considerable. 

The  Council  hopes  that  you  will  find  this  document  helpful  in  the 
pursuit  of  high  quality  services  for  children  throughout  the  Commonwealth. 


Sincerely, 


Bruce  E.  Marquis, 
Chairperson 

Statewide  Advisory  Council 


Robert  Coard,  Chairperson 
Organization  of  Children's 
Services  Committee 
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Introduction 


The  Statewide  Advisory  Council  is  legislatively  mandated  (G.L.  C.  28A, 
Section  8)  to  review  the  organization,  structure  and  functioning  of  services 
to  children.     In  the  spring  of  1977,  the  Statewide  Advisory  Council  established 
a  standing  committee  to  investigate  the  principles  on  which  a  children's 
service  system  should  be  based.     The  Committee  on  the  Organization  of  Children's 
Services  was  first  charged  with  several  tasks: 

(1)  review  and  evaluate  existing  documents  on  the  organization  of 
children's  services  in  the  Commonwealth; 

(2)  interview  key  administrators  and  officials  in  the  public  and 
private  sector; 

(3)  propose  guidelines,  parameters  and  criteria  for  any  successful 
organization  or  reorganization  of  children  and  family  services; 

(4)  make  recommendations  with  respect  to  the  kind  of  public/private 
organizational  mix  that  would  be  essential  in  the  development  of 
an  effective  statewide  system  for  the  delivery  of  children  and 
family  services. 

The  Committee  was  to  provide  the  Statewide  Advisory  Council  with  the 
means  by  which  to  review,  to  evaluate,  and  to  judge  the  present  system  of 
children  and  family  services  and  any  plans  to  restructure  that  system.  The 
Committee  did  not  engage  in  original  research,  although  certain  areas  have  been 
identified  for  future  inquiries.     Instead,  it  reviewed  the  studies  and  proposals 
on  the  subject  already  extant.     With  the  Committee  meeting  intensively  from 
early  summer  through  December  of  1977,  the  thrust  of  this  volunteer  effort  has 
been  to  develop  general  principles  for  policy  on  which  any  system  of  children 
and  family  services  should  be  based  and  more  specific  recommendations  which 
would  implement  those  organizational  principles.     The  principles  stand  on 
their  own  merit,  and,  indeed,  may  be  applied  to  any  system  of  human  services. 
The  recommendations  result  from  the  Committee's  study  of  the  extensive  documents 
and  wide  public  opinion  (gathered  through  a  public  hearing  process)  regarding 
the  organization  of  children  and  family  services,  and  the  members'  experiences 
with  human  services  in  Massachusetts. 

Process  of  the  Committee  on  the  Organization  of  Children's  Services 

I .     Comparative  Analysis  of  Proposals  on  the  Organization  of  Children's  Services 

The  Committee  developed  a  list  of  key  issues  for  the  organization  of 
children's  services.     The  conceptual  areas  include  questions  on  statutory 
responsibilities,  fiscal  and  administrative  policies,  citizen  participation, 
advocacy,  oversight  functions,  personnel,  the  nature  of  direct  services,  ' 
resources  throughout  the  system,  and  implementation  of  changes. 

The  Committee  has  utilized  its  framework  of  organizational  issues  to 
analyze   four  recent  proposals  for  the  organization  of  children's  services: 
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(1)  Putting  Children  First:     A  Report  of  the  Task  Force  on  Children's 
Services  (Mass.  Committee  on  Children  and  Youth,  1973) 

(2)  Final  Revision  of  the  Task  Force  Report  on  Children  and  Family 
Services  Reorganization  (Executive  Office  of  Human  Services,  1976) 

(3)  An  Act  Creating  the  Department  of  Family  and  Children's  Services, 
House  Bill  No.  4856  (Governor  Michael  Dukakis/Representative 
Philip  Johnston,  1976) 

(4)  The  Children's  Puzzle:     A  Study  of  Services  to  Children  in 
Massachusetts  (David  Sheehan,  Univ.  of  Massachusetts  Institute  for 
Governmental  Studies,  1977) 

Other  materials  considered  "by  the  Committee  will  be  noted  in  the  appendix. 

II .  Public  Hearings  on  the  Organization  of  Children's  Services 

To  elicit  the  widest  range  of  public  opinion  on  how  children  and  family 
services  should  be  organized,  the  Statewide  Advisory  Council  conducted  a 
series  of  regional  public  hearings  across  the  Commonwealth.     Hearings  were 
held  in  Holyoke,  Shrewsbury,  Winchester,  Danvers ,  Newton,  Boston  and  Lakeville. 
Chaired  by  a  member  of  the  Committee  on  the  Organization  of  Children's  Services 
and  a  member  of  a  local  Council  for  Children,  the  public  hearings  gathered 
testimony  on  each  of  the  key  issues  as  well  as  comments  on  the  earlier  proposals. 
Areas  of  particular  concern  to  citizens  were  the  coordination  of  local  services, 
citizen  participation,  and  options  for  local  decision-making,  contracting 
procedures  with  state  agencies,   the  availability  of  specific  services  such  as 
day  care  and  group  care,  personnel  policies,  and  the  resources  available  to 
the  entire  system  of  children  and  family  services. 

III .  Interviews  with  Public  and  Private  Officials 

A  third  essential  part  of  the  Committee's  process  has  been  seeking  out 
the  opinion  of  public  and  private  officials.     Focusing  on  organizational  issues, 
the  Committee  has  pursued  in-depth  interviews  with  the  following  individuals: 

Governor  Michael  Dukakis,  Senator  James  Kelly  (Chairman,  Senate  Ways  and  Means 
Committee),  Representative  Philip  Johnston  (D-Marshf ield ,  Human  Services  Committee), 
Chief  Justice  Samuel  Zoll,  John  Buckley  (Secretary  of  Administration  and  Finance) , 
Jerald  Stevens  (Secretary  of  Human  Services) ,  Gregory  Anrig  (Commissioner  of 
Education),  John  Calhoun  (Commissioner  of  Youth  Services),  Dr.  Mary  Jane  England 
(Assistant  Commissioner  of  Mental  Health),  Dr.  Jonathon  Fielding  (Commissioner  of 
Public  Health),  Ruth  Malenka  (Assistant  Commissioner,  Office  of  Social  Services), 
Dr.  Robert  Okin  (Commissioner  of  Mental  Health),  Alexander  Sharp  (Commissioner  of 
Public  Welfare),  and  Joyce  Strom  (Director,  Office  for  Children).     The  Committee 
has  requested  interviews  and/or  written  responses  from  key  legislators,  including 
President  of  the  Senate  Kevin  Harrington,  Speaker  of  the  House  Thomas  McGee,  and 
Chairman  of  the  House  Ways  and  Means  Committee,  Representative  John  Finnegan,  and 
members  of  the  Judiciary,  and  from  administrators  and  officials  of  the  private 
sector,   including  direct  service  organizations  and  special  interest  groups. 
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I.     AUTHORITY  AND  RESPONSIBILITY  FOR  CHILDREN'S  SERVICES 

What  are  the  responsibilities  of  the  Commonwealth  to  children?    At  what 
point  in  time  should  the  Commonwealth  intervene  to  carry  out  these  responsibi- 
lities?    Is  there  certain  philosophical  orientation  which  lends  itself  to 
helping  rather  than  hindering  the  relationship  between  the  Commonwealth  and 
each  child  within  its  boundaries?     Finally,  are  there  certain  tools  which  the 
Commonwealth  should  be  authorized  to  have  at  hand  to  enhance  that  relationship 
and  the  lives  of  children? 

These  questions  have  been  addressed  by  the  legislative  mandates  of  the 
departments  and  agencies  serving  children.     The  Committee  believes  that  the 
answers  deserve  repetition  to  focus  our  concerns  on  the  lives  of  children  and 
their  needs  in  the  Commonwealth. 

Principle:     The  Commonwealth  should  assure  all  children  a  fair  and  full 
opportunity  to  reach  their  full  potential  by  providing  and 
encouraging  services  which  strengthen  family  life  and  support 
families  in  their  essential  function  of  nurturing  a  child's 
development. 

One  cannot  serve  a  child  in  isolation,  but  rather  in  the 
context  of  the  child's  family  unit  and  the  social  environ- 
ment.    Children's  services,   therefore,  should  also  strengthen 
the  family  (or  surrogate  family)  in  order  to  improve  its 
capacity  to  provide  for  the  child's  fullest  potential. 

It  should  be  the  responsibility  of  the  Commonwealth  to  organize  and 
implement  a  comprehensive  system  which  integrates  public  and 
private  resources  to  guarantee  these  services  for  children. 

This  system  should  include  the  following  components: 

—  a  unified  administrative  structure  (line  agency)  for  the 
delivery  of  services; 

—  mechanisms  for  effective  citizen  participation; 

—  a  mix  of  public  and  private  services; 

—  an  independent  capacity  for  advocacy; 

—  an  independent  capacity  for  monitoring  and  evaluation; 

—  an  independent  capacity  for  licensing; 

—  a  management  information  system; 

—  mechanisms  to  develop  and  maintain  administrative  agree- 
ments and  collaborative  arrangements  with  the  public 
agencies,  departments  and  secretariats  which  impact  upon 
children  and  family  life  —  with  particular  emphasis  on 
education  and  the  courts. 
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II.     ADMINISTRATIVE  STRUCTURE  FOR  THE  DELIVERY  OF  CHILDREN  AND  FAMILY  SERVICES 

BY  THE  COMMONWEALTH 

Whether  an  analyst  believes  that  the  statutory  mandates  for  services  to 
children  of  state  agencies  are  broad  or  narrow,  the  language  in  them  is  clear  and 
specific.     The  Department  of  Public  Health  is  responsible  for  general  public 
health  measures  and  a  large  number  of  services  and  programs  aimed  at  specific 
disabilities.     The  Department  of  Education  is  responsible  for  providing  all 
educational  programs.     The  Department  of  Public  Welfare  is  responsible  for  both 
financial  assistance  and  social  services  which  help  to  support  a  child  and 
family  life.     The  Department  of  Youth  Services  is  responsible  for  providing 
services  to  children  who  have  been  committed  to  its  custody  by  a  court  after 
the  proper  procedures.     The  Department  of  Mental  Health  serves  children  who  are 
appropriate  for  its  treatment  programs.     The  Massachusetts  Rehabilitation 
Commission  and  the  Massachusetts  Commission  for  the  Blind  provide  a  number 
of  services  to  children.     The  Office  for  Children  and  its  citizen  Councils 
advocate  for  children  and  children's  programs.     The  Office  for  Children  licenses 
and  evaluates  children's  services  delivered  by  and  through  other  agencies. 

The  actuaT  scope  of  services  provided  by  a  state  agency  (as  opposed  to 
the  agency's  legislatively  mandated  responsibilities)  may  be  quite  broad.  The 
Department  of  Public  Welfare,  for  example,  provides  for  a  wide  range  of  services. 
The  limiting  factors  for  this  department  (as  well  as  for  others)  are  eligibility 
for  services  and  sufficient  funding.     Mandates  determine  the  general  client 
population;  eligibility  determines  the  access  to  services  by  those  populations. 
It  should  be  noted  that  eligibility  for  services  varies  from  agency  to  agency 
and  may  depend  upon: 

1.  the  presence  of  some  condition  (e.g.,  a  handicap); 

2.  the  determination  of  a  certain  income  level;  or 

3.  the  decision  of  an  outside  authority  (e.g.,  court  order). 

When  children's  needs  and  services  rank  low  in  funding  priorities  among 
human  services  and  general  public  programs,  this  system  of  mandates  and 
eligibilities  helps  to  create  several  problematic  situations: 

1.  The  process  by  which  a  client  defines  his/her  need  and  the  appropriate 
agency  to  fill  that  need  is  obscured; 

2.  Agencies  try  to  shift  the  responsibility  for  services  for  certain 
children  to  other  agencies  (or  to  the  local  school  system) ; 

3.  The  process  by  which  several  state  agencies  contract  out  for  similar 
services  is  lengthy  and  confusing  to  consumers,  contractors  and  state 
agencies  alike; 

4.  And,  furthermore,  with  the  responsibility  for  children's  services 
apportioned  out  among  many  agencies,   there  is  only  a  limited  opportunity 
to  involve  the  consumers  and  providers  concerned  with  children  and 
their  needs  in  setting  priorities  of  need. 

The  questions  have  been  raised:     do  the  mandates  overlap?    Perhaps.  Do 
services  overlap?    Yes.     Certain  services  which  are  required  by  and  which  fall 
under  different  agencies  do  overlap  —  because  different  client  populations 
often  require  similar  services.     The  confusion  in  the  delivery  of  services'has 
been  created  by  insufficient  resources,  a  lack  of  priorities  for  services,  and 
the  system's  unclear  responsibility  for  case  management.     An  example  is  the 
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child  who  "falls  between  the  cracks."    The  "cracks"  are  not  primarily  caused  by 
overlapping  mandates,  but  often  by  agencies  with  insufficient  resources  attempting  to 
transfer  to  another  agency  the  responsibility  for  children  who  are  difficult 
and  costly  to  serve. 

The  Committee  noted  during  its  deliberations  and  at  its  public  hearings 
that  in  order  for  effective  servicing,  the  delivery  system  must  identify  and 
serve  a  well-defined  client  population  with  sufficient  resources  throughout 
the  system.     It  should  also  provide  consumers  with  access  to  those  who  are 
responsible  and  accountable  for  the  publicly  funded  services  to  children  and 
families. 

Among  the  organizational  models  considered  by  the  Committee  were: 

1.  a  series  of  separate  agencies  with  specialized  mandates  (the 
present  system) ;  g 

2.  a  single  line  agency  for  children  and  family  services; 

3.  a  reorganization  by  the  Executive  Office  of  Human  Services  to  isolate 
cash  assistance  programs  and  to  consolidate  other  social  service 
programs . 

The  Committee  favors  a  combination  of  the  second  and  third  options.  The 
concept  of  a  single  line  agency  seems  to  clarify  the  person  (or  position)  who 
has  final  responsibility  for  children  and  family  services  and  is,  therefore, 
accountable  for  them.     Identifying  the  point  of  accountability  makes  it  more 
accessible  to  concerned  individuals. 

The  merger  of  the  Office  of  Social  Services  (currently  in  the  Department 
of  Public  Welfare) ,  the  Department  of  Youth  Services  and  the  other  identifiable 
programs  for  children  of  the  Departments  of  Mental  Health  and  Public  Health 
would  accomplish  several  other  goals.     Removing  the  Office  of  Social  Services 
from  the  cash  payment  system  would  remove  the  "stigma  of  receiving  welfare" 
from  persons  needing  social  services.     This  move  may  also  allow  the  budgetary 
needs  of  the  Office  of  Social  Services  to  be  more  easily  and  more  favorably 
identified  in  the  budgetary  process.     The  contracting  procedure  for  the 
purchase  of  the  same  or  similar  services  for  client  populations  having  similar 
needs  (e.g.,  certain  children  serviced  by  the  Department  of  Youth  Services  and 
by  the  Office  of  Social  Services)  could  be  simplified  with  only  one  contractor. 

The  Committee  notes  that  a  word  of  caution  is  necessary  regarding  the 
Office  of  Social  Services:     if  the  Office  of  Social  Services  is  removed  from 
the  larger  Department  of  Public  Welfare,  steps  must  be  taken  to  ensure  that 
clients  who  enter  the  income  maintenance  system  and  who  also  require  some  level 
of  social  services  are  effectively  referred  to  the  new  agency  for  family  and 
children  services.     The  Committee  also  noted  in  its  discussions  of  the  Department 
of  Youth  Services  that  certain  studies  (including  the  Governor's  Management 
Task  Force)  have  suggested  that  the  secure  detention  and  treatment  functions  be 
transferred  over  to  the  Department  of  Correction.     The  Committee  specifically 
wishes  to  keep  these  functions  within  the  social  service  system. 

The  primary  reason  for  choosing  a  single  agency  concept,  however,  is  to 
build  a  child-oriented  agency  which  can  guarantee  equal  access  to  all  services 
for  all  children  and  families.     The  currently  existing  system  with  its  inter- 
agency agreements  is  not  adequate  to  that  task.     The  system  should  recognize 
that  a  family    often  presents  needs  which  require  capabilities  which  are  beyond 
the  presently  constituted  agencies. 
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Principle:     A  single  agency  should  be  responsible  for  administering  the 
concerted  delivery  of  children  and  family  services.  The 
agency  would  have  the  authority  to  insure  appropriate  services 
by  providing  direct  services  itself,  by  making  administrative 
arrangements  and  agreements  with  other  state  agencies,  and/or 
by  purchasing  services  from  other  state  agencies  or  private 
community  agencies. 

(a)  Recommendation:     A  merger  of  the  Office  of  Social  Services 
(presently  within  the  Department  of  Public  Welfare) , 

the  Department  of  Youth  Services,  and  those  separable 
and  identifiable  programs  for  children  and  families  of 
the  Departments  of  Mental  Health  and  Public  Health 
should  be  the  foundation  on  which  the  concept  of  a 
single  agency  is  built.     A  merger  of  these  departments 
should  preserve  the  functions  of  secure  detention  and 
treatment  within  a  social  service  context. 

(b)  Recommendation:     In  the  event  that  the  Office  of  Social 
Services  is  separated  from  the  Assistance  Payments  component 
of  the  Department  of  Public  Welfare,  an  information  and  Refei 
Crisis  Intake  Unit  should  be  established  and  maintained  in  e« 
community  service  area  (CSA)  welfare  office.     This  unit  shou! 
be  under  the  administration  of  the  proposed  single  agency  foi 
children  and  family  services.     The  purpose  of  the  Unit  would 
twofold:   1.  to  insure  that  welfare  clients  have  immediate  acc 
to  services  if  such  services  are  needed;  2.   to  provide  a  reai 
accessible  mechanism  for  referral  to  the  proposed  single 
agency  if  such  is  needed.     In  addition,  a  mechanism  should 
be  established  to  insure  interface  and  to  maximize  cooperati< 
between  the  staff  of  the  assistance  payments  office  and  the 
proposed  single  agency. 

(c)  Recommendation :     For  those  specialized  services  which 
are  not  readily  identifiable  such  as  counseling  by  the 
Department  of  Mental  Health  and  diagnostic  assessments 
by  the  Department  of  Public  Health,   the  children  and 
family  agency's  budget  should  allow  for  a  purchase  of 
service  system  or  regulatory  authority  with  these  department 

(d)  Recommendation:     The  single  agency  responsible  for  the 
delivery  of  children  and  family  services  should  have  the 
lead  responsibility  for  the  coordination  and  provision 
of  non-educational  supportive  services  for  Chapter  766 
children. 

(e)  Recommendation :     The  Secretary  of  the  Executive  Office  of 
Human  Services  should  be  authorized  to  promulgate  regula-  . 
tions  which  will  assure  a  concerted  delivery  of  children 
and  family  services.     The  Secretary  may  delegate  this 
responsibility  to  the  single  agency  responsible  for 
children  and  family  services. 
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III.     CITIZEN  PARTICIPATION 

Throughout  our  public  hearings,  interviews  with  public  officials  and 
discussions,  the  Committee  has  found  almost  universal  agreement  on  the  need 
for  citizen  participation  in  the  children  and  family  services  system.  Such 
participation  serves  several  important  purposes.     First,  it  makes  administrators 
accountable  to  those  who  receive  services.     Second,  it  offers  administrators 
guidance  and  feedback  on  their  decisions.     Local  citizens  often  provide  fresh 
and  unique  perspectives  that  cut  through  bureaucratic  red  tape.     Third,  citizen 
participation  encourages  an  informed  and  politically  active  citizenry,  a 
necessity  for  any  society  that  aspires  to  democratic  ideals. 


Of  course,  citizen  participation  should  be  effectively  organized  if  it 
is  to  achieve  these  objectives.     To  this  end,  such  participation  must  be 
formally  structured  into  the  children  and  family  services  system,  there  must 
be  formal  mechanisms  that  channel  citizen  input.     The  Committee  struggled  with 
the  question  of  where  in  the  system  such  mechanisms  should  be  located.     It  was 
first  agreed  that  the  advocacy  agency  should  have  a"  strong  citizen  participation 
component.     Something  like  the  current  Children's  Councils  were  envisioned. 
The  Committee  also  decided  that  delivery  agencies  should  have  a  citizen  parti- 
cipation component,  although  there  was  a  recognition  that  separate  citizen 
boards  for  each  agency  may  be  unrealistic  and  over-taxing  on  local  citizen 
resources.     It  was  thought  that  this  potential  resource  problem  could  be 
alleviated  by  giving  delivery  agencies  the  option  of  developing  their  own 
citizen  boards  or  of  forming  linkages  with  the  boards  of  the  advocacy  agency. 
In  any  case,  citizen  participation  should  be  built  into  each  level  of  administra- 
tion, with  particular  emphasis  on  the  area  level.     The  area  level  is  singled 
out  because  one  of  the  real  strengths  of  citizen  participation  is  its  potential 
to  foster  grass-roots  involvement  in  the  children  and  family  services  system. 
Regional  and  statewide  participation  should  build  on  this  area  base. 


The  question  of  what  authority  citizens  should  have  was  a  difficult  one 
for  the  committee.     On  the  one  hand,  citizen  input,  if  it  is  to  be  more  than  a 
symbolic  gesture,  must  have  real  clout.     Citizens  simply  will  not  participate 
if  they  do  not  feel  that  their  involvement  can  make  a  difference.     On  the  other 
hand,  citizen  input  and  power  must  be  kept  in  perspective.     Citizens  do  not 
want,  nor  should  they  be  given,  final  responsibility  for  administering  the 
children  and  family  services  system.     That  responsibility,  and  the  correlative 
accountability,  belongs  with  the  Commonwealth.     In  the  end,   the  Committee 
decided  that  citizens  should  have  the  strongest  participatory  role  not  inconsistent 
with  state  accountability. 

Such  a  role  should  be  supported  in  several  ways.     First,  there  should  be 
carefully  delineated  procedures  which  specify  when  and  how  citizens  are  to 
have  formal  input.     Such  procedures  should  in  no  way  rule  out  other  informal 
involvement.     They  should  only  be  seen  as  a  way  of  guaranteeing  a  minimal  level 
of  access,  so  that  citizens  do  not  have  to  start  from  scratch  every  time  they 
wish    to  have  input.     Second,  citizens  should  be  given  adequate  training  and 
supportive  staff.     It  is  unrealistic  to  expect  that  citizens  can  offer  informed 
judgments  without  a  background  in  the  processes  and  present  policies  of  the 
system.     Third,  citizens  should  be  given  access  to  information  on  all  issues 
of  policy,  programming,  and  personnel.     Such  information  should  be  thorough 
and  should  be  available  at  an  early  enough  date  to  allow  for  its  review  before 
final  decisions  are  made.     Finally,  there  should  be  formal  procedures  for 
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appealing  disputes  between  citizens  and  administrators  when  a  major  policy 
issue  is  at  stake.     Such  appeals  should  be  to  the  level  of  administration  approp- 
riate for  the  resolution  of  the  issue.     Such  an  appeal  process  is  crucial  as 
a  means  of  insuring  that  citizen  protests  will  not  be  ignored.  Administrators 
should  have  to  answer  to  their  superiors  in  those  cases  where  they  are  opposed 
by  local  citizens  acting  through  their  formal  channels. 

The  Committee  recognizes  that  none  of  these  supports  will  guarantee 
citizens  a  strong  voice.     It  is  the  Committee's  belief  that  they  do  provide  a 
framework  in  which  their  voices  can  become  effective.     Whether  or  not  they 
achieve  effectiveness  will  depend  on  the  level  of  commitment  and  assertiveness 
of  citizens. 

Two  final  questions  that  the  Committee  treated  were  the  representation 
and  selection  method  for  formal  citizen  participation.     The  Committee  decided 
that  broadly-based  representation  was  important  enough  that  it  should  be 
mandated.     Members  of  the  citizen  participation  mechanisms  would  be  elected. 
Provision  should  be  made,  however,   for  a  limited  number  of  appointive  positions 
to  insure  linkages  with  other  systems.     The  Committee  felt  it  important  to 
note  that  such  arrangements  should  only  determine  official  membership  (voting 
power),  and  that  any  citizen  should  be  encouraged  to  participate  in  any  project. 


A.     Principle:     Active  participation  of  citizens  is  a  crucial  prerequisite 

for  an  effective  children's  services  system.     Citizens  should 
be  encouraged  to  provide  their  unique  perspective  on  the  needs 
of  children  and  families  in  a  community  through  a  formal 
mechanism. 

(a)  Recommendation:     Any  state  agency  which  delivers  or 
advocates  for  children  and  family  services  should  have 
a  formal  mechanism  for  citizen  participation  at  each 
level  of  administration,  particularly  the  area  level. 

(b)  Recommendation:     Carefully  delineated  procedures  should 

be  established  to  ensure  and  to  facilitate  the  participation 
of  citizens  in  a  variety  of  functions,  including:  advocacy, 
budgeting,  programming,  personnel,  planning,  monitoring, 
and  evaluation. 

(c)  Recommendation:     Citizens  should  be  given  adequate  training 
and  supportive  staff  to  facilitate  informed  participation. 

(d)  Recommendation :     Citizens  should  be  given  access  to 
information  on  all  issues  of  policy,  programming,  budget,  and 
personnel.     Such  information  should  be  available  at  an 
early  enough  date  to  allow  citizens  to  review  and  offer 
input. 


(e) 


Recommendation :     A  method  and  procedure  to  appeal  disputes 
to  an  appropriate  level  should  be  established  for  the 
resolution  of  problems  related  to  policy  issues. 
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B.     Principle:     Citizens  should  have  the  strongest  role  in  a  participatory 
mechanism  which  is  not  inconsistent  with  the  accountability 
of  state  government  for  decisions  regarding  children's 
services  and  programs. 


C.     Principle:     A  model  for  citizen  participation  should  ensure  a  broadly 
based  representation  of  consumers,  providers,  and  other 
interested  citizens. 


D.  Principle: 


The  formal  mechanism  for  citizen  participation 
widely  publicized  periodic  community  elections 
its  official  membership. 


should  use 
to  determine 


IV.  ADVOCACY 


The  underlying  assumption  of  the  Committee's  discussion  of  advocacy  was 
that  all  children  and  families  have  specific  rights  and  needs,  and  that  they 
must  be  given  support  to  assure  their  access  to  entitlements,  benefits,  and 
services.     Regardless  of  how  the  system  is  organized,  there  is  and  will  continue 
to  be  a  need  for  someone,  somewhere,  to  advocate  for  children  and  their  families. 

Advocacy  is  a  particularly  elusive  term  to  define.     Definitions  are  fre- 
quently subjective,  and  tend  to  reflect  the  individual  definer's  professional 
discipline  or  personal  experience.     The  Committee  defined  advocacy  as  the  effort 
to  guarantee  every  child  a  fair  and  full  opportunity  to  reach  his/her  full 
potential  by  assuring  that  service  delivery  systems  and  institutions  affecting 
children  and  their  families  work  for  them,  rather  than  against  them.     The  Com- 
mittee's definition  was  the  result  of  a  consensus  opinion  that  advocacy  can 
take  many  forms,  can  be  performed  by  many  agents,  and  should  be  directed  toward 
improving  life  conditions  both  for  individual  children  and  for  classes  of 
children. 

Having  defined  advocacy,  the  Committee  moved  on  to  the  question  of  how 
child  advocacy  fits  into  the  children  and  family  services  system.     Here,  too, 
a  wide  range  of  possibilities  exists.     In  choosing  the  structural  model  that 
will  be  most  effective,   the  Committee  considered  a  number  of  basic  questions: 

1.  What  will  be  the  role  of  citizens?    As  members  of  an  advisory  group? 
As  members  of  a  governing  board?    As  individual  advocates? 

2.  From  where  will  the  advocate's  authority  come? 

3.  Who  will  perform  case  advocacy?    Who  will  perform  class  advocacy? 

4.  Will  the  advocate  perform  functions  such  as  planning,  monitoring 
and  evaluation,  needs  assessment,  proposal  review? 

5.  What  tools  will  the  advocate  have  in  terms  of  staff,  funding,  access 
to  information  and  decision-making  processes,  ability  to  sue? 

6.  Will  the  advocate  operate  on  a  statewide,  regional,  and/or  area  level? 

The  Committee  used  these  questions  in  assessing  the  pro's  and  con's  of 
four  structural  options  for  state  funded  child  advocacy: 

Option  A:     Advocacy  performed  solely  by  private  agencies  or  groups,  with 

no  state  funding; 
Option  B:     Advocacy  performed  by  a  state  agency  that  also  provides 

direct  services; 
Option  C:     Advocacy  performed  by  a  quasi-public  agency; 
Option  D:     Advocacy  performed  by  a  state  advocacy  agency  that  does  not 

provide  direct  services. 

The  Committee  supports  the  continuing  advocacy  efforts  of  private  agencies 
and  groups;     however,   the  Committee  also  believes  that  the  Commonwealth  has  an 
obligation  to  guarantee  that  all  children  and  families,   individually  and  collectiv 
have  the  support  necessary  to  ensure  that  their  needs  are  met.     The  consensus 
of  the  Committee  is  that  the  most  effective  means  of  meeting  this  obligation  is 
through  Option  D:     an  autonomous  agency  within  state  government  with  the  express 
role  of  advocacy  for  children  and  their  families.     This  model  provides  the 
advocacy  system  with  a  full  range  of  advocacy  styles  and  tools;  it  has  the 
ability  to  operate  on  several  geographic  levels;  it  can  provide  mechanisms  for 
citizen  involvement;  and  it  is  not  limited  to  advocacy  for  only  certain  issues 
or  client  groups. 
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By  virtue  of  its  location  within  state  government,  such  an  agency  provides 
a  unique  access  to  information  and  decision-making  processes.     The  agency 
therefore  is  able  to  negotiate  with  line  agencies  for  change  and  improvement, 
without  the  need  to  resort  to  litigation,  which,  while  being  a  necessary  tool 
for  advocacy,  should  be  used  as  a  last  resort. 

To  complement  the  use  of  negotiation  as  its  primary  advocacy  tool,  the 
advocacy  agency  should  have  the  authority  to  monitor  and  evaluate  all  aspects 
of  the  children  and  family  services  system,  and  the  authority,  responsibility, 
and  resources  to  license  all  public  and  private  programs  serving  children. 
The  advocacy  agency  should  also  work  to  maximize  the  effectiveness  of  citizen 
volunteers  and  limited  resources  for  advocacy  by  providing  technical  assistance 
to,  and  a  focal  point  for,  other  public  and  private  advocacy  agencies  and  groups. 


The  Committee  recognizes  the  inherent  dilemma  of  an  advocacy  agency  within 
state  government,  i.e.,  that  it  could  be  vulnerable  to  some  degree  of  political 
pressure  and  bureaucratic  constraint.     However,  the  consensus  of  the  Committee 
is  that  the  potential  benefits  of  such  an  agency  for  children  and  their  families 
far  outweigh  the  possible  drawbacks.     The  Committee  feels  that  the  advocacy 
agency  could  minimize  its  vulnerability  to  political  and  bureaucratic  pressure 
by  assuming  an  aggressive,  publicly  visible  stance,  and  by  building  a  strong 
citizen  constituency. 

A.  Principle:  All  children  and  families  have  specific  rights  and  needs,  and 
they  must  be  given  support  to  assure  their  access  to  entitle- 
ments, benefits,  and  services. 

Advocacy  is  the  effort  to  guarantee  all  children  a  fair  and  full 
opportunity  to  reach  their  full  potential  by  assuring  that 
service  delivery  systems  and  institutions  affecting  children 
and  families  work  for  them,  rather  than  against  them. 


Advocacy  should  be  directed  toward  improving  life  conditions 
for  both  individual  children  and  classes  of  children. 


B.     Principle:     In  order  for  an  advocacy  system  to  be  effective,  certain  tools 
should  be  present  at  different  points  within  the  system: 


—  a  citizen  mechanism; 

—  access  to  information; 

—  access  to  decision-making  processes; 

—  sufficient  staff  and  funding; 

—  the  ability  to  negotiate; 

—  the  ability  to  sue; 

—  the  ability  to  operate  on  several  administrative  levels; 

—  relative  freedom  from  political  pressures  and  bureaucratic 
constraints ; 

—  the  authority  or  sanction  to  advocate. 


C.     Principle:     Advocacy  for  children  should  be  encouraged  both  inside  and 

outside  of  state  government,  by  private  and  public  (or  quasi- 
public)  agencies,  and  by  individual  citizens. 

(a)     Recommendation:     Private  advocacy  groups  should  be  encouraged 

to  function,  as  they  have  freedom  from  bureaucratic  constraints 
and  political  pressures,  and  have  the  ability  to  sue. 
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Re commendation:     State  and  local  governmental  agencies 
providing  services  to  children  should  train  their  staff 
to  consider  themselves  as  client  advocates,  and  should 
develop  strong  citizen  advisory  mechanisms  on  all  adminis- 
trative levels. 


Recommendation :     An  autonomous  agency  with  the  express 
role  of  advocacy  for  children  and  families  should  exist 
within  state  government  to  insure  access  to  information 
and  the  decision-making  processes  affecting  children. 
This  agency  should  have  the  authority  to  negotiate  with 
line  agencies  for  change  and  improvement,  the  authority 
to  monitor  and  evaluate  all  aspects  of  the  children  and 
family  services  system,  and  the  authority  to  license 
public  and  private  programs  serving  children.     It  should 
maintain  a  strong  citizen  mechanism.     It  should  also  provic 
technical  assistance  to  the  various  other  private  and 
public  children's  advocates. 


-11- 


V.     FISCAL  AND  ADMINISTRATIVE  POLICIES  FOR  CHILDREN'S  SERVICES 

The  Committee  is  concerned  that  the  system  of  children's  services  in  the 
Commonwealth  operate  as  efficiently  as  possible.     With  limitc-:  resources,  the 
ability  to  transfer  funds  within  an  account  (according  to  demonstrated  need) 
and  sound  management  policies,  particularly  management  by  objective,  are 
essential  if  quality  services  are  to  be  delivered  across  the  state.     Among  the 
related  areas  addressed  by  the  Committee  were  fiscal  and  administrative  autonomy, 
the  tools  for  achieving  fiscal  accountability,  administrative  and  geographic 
structure  and  responsibilities,  the  use  of  uniform  boundaries,  a  commitment 
to  public/private  mix  of  services  through  a  purchase  of  service  system,  and 
the  use  of  standardized  contracts. 

At  the  present  time,  the  legislative  branch  determines  the  allocation  of 
funds  to  individual  line-item  accounts.     Within  each  line-item  account,  the 
legislature  determines  the  numbers  and  position  levels  of  staff.     A  change  to 
permit  the  discretionary  transfer  of  funds  within  an  account  by  the  executive 
branch  (known  as  fiscal  autonomy)  would  simply  combine  the  responsibility  to 
act  with  the  authority  to  do  so.     This  suggested  change  would  provide  a  degree 
of  flexibility  to  the  children's  services  system  allowing  it  to  focus  its 
resources  where  priorities  lie  —  and  to  shift  resources  when  priorities  shift. 
The  Committee  recognizes  the  constraints  of  the  Civil  Service  system  in  this 
regard  and  deals  with  them  in  a  following  section. 

The  Committee  does  not  suggest  that  the  legislature  divest  itself  of 
control  over  the  total  amounts  appropriated  for  each  account.     On  the  contrary, 
the  Committee  concurs  with  those  who  state  that  the  legislature  is  responsible 
to  the  electorate  for  the  proper  dispersal  of  tax  dollars.     The  Committee  also 
believes  that  accountability,  sound  management,  and  detailed  planning  techniques 
should  accompany  any  increased  capabilities  by  the  Executive  Office  of  Human 
Services  and  the  line  agency.     Among  the  tools  necessary  for  fiscal  management 
are  program  budgeting  and  management  information  systems.     The  development  of 
these  two  systems  may  be  costly  at  the  outset,  but  the  Committee  is  at  a  point 
of  consensus  that  the  long-range  program  and  cost  advantages  would  far  outweigh  the 
initial  costs.     Briefly,  a  program  budgeting  system  forces  administrators  to  justify 
all  requests  for  funds  with  carefully  documented  needs,  specific  program  goals, 
and  measures  for  the  accomplishment  of  those  goals.     A  management  information 
system  enhances  the  capability  of  administrators  and  program  managers  to  document 
needs,  to  assess  the  effectiveness  of  specific  programs,  to  monitor  and  evaluate 
programs,  and  to  plan  for  the  future.     The  lack  of  a  comprehensive  data  collec- 
tion and  analysis  tool  hampers  the  present  delivery  system  for  children  and 
family  services. 

The  Committee's  commitment  to  citizen  participation  in  the  decision- 
making process  for  children  and  family  services  (noted  above)  reflects  on  the 
subject  of  administrative  and  geographic  structure  and  responsibilities.  A 
decentralized  model  for  administration  and  service  delivery  which  recognizes 
specific  roles  for  each  administrative  level  would  aid  in  the  involvement  of 
citizens  in  these  functions.     In  addition,  community-based  services  are  more 
accessible  to  consumers.     A  centralized  model  would  defeat  the  purposes  of 
"grass-roots"  participation  and  make  access  to  services  and  to  priority-setting 
more  difficult. 
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Th  e  Executive  Office  of  Human  Services  is  moving  toward  implementing 
uniform  boundaries  for  its  programs  and  services.     These  boundaries  are  not 
always  coterminus  with  the  boundaries  of  other  secretariats.     In  human  services 
the  importance  of  establishing  and  maintaining  working  relations  with  other 
service  systems  which  impact  on  one's  client  population  or  on  one's  ability 
to  function  properly  cannot  be  exaggerated.     For  this  reason,  the  Committee 
urges  that  other  secretariats  ..bring  their  geographic  boundaries  into  alignment 
with  those  under  consideration  by  the  Executive  Office  of  Human  Services. 


The  Committee  wishes  to  endorse  the  use  of  the  purchase  of  services  as 
a  mechanism  for  delivering  children  and  family  services.     The  system  is  in 
widespread  use  now,  but  there  are  certain  inconsistencies.     For  example, 
the  Department  of  Mental  Health  may  purchase  whole  programs,  but  does  not 
purchase  slots  for  individuals.     Its  ability  to  respond  quickly  to  emergency 
situ -..ions  is  limited.     It  would  be  preferable  if  the  Department  (and  other 
departments)  had  the  option  of  purchasing  either  whole  programs  or  services 
for  individuals. 


A.     Principle:     The  responsibility  to  take  administrative  action  should  be 
coupled  with  the  authority  to  act. 

(a)     Recommendation:     The  legislature  should  give  a  children 
and  family  services  agency  the  flexibility  and  authority 
to  set  fiscal,  personnel  and  programmatic  priorities 
within  the  agency's  fixed  budget  and  mandated 
responsibilities . 


B.     Principle:     A  necessary  corollary  to  fiscal  and  administrative  autonomy 
is  the  commitment  of  a  service  agency  to  operate  under  rules 
of  strict  accountability.     The  means  of  achieving  fiscal 
accountability  should  not,  however,  act  as  a  hindrance  to  the 
delivery  of  services. 


(a)     Recommendation :     A  system  of  program  budgeting  should 
be  utilized  which  would  include  justifications  for  all 
initial  allocations.     Subsequent  shifts  of  resources  or 
major  changes  in  program  budgets  during  the  fiscal  year 
should  require  the  approval  of  the  legislature,  still 
within  the  system  of  program  budgeting. 


C.  Principle:  A  management  information  system  should  be  developed  which  wou 
gather  and  process  data  to  improve  the  delivery  of  services  t 
children  and  families  by: 


1.  improving  fiscal  accountability; 

2.  aiding  in  the  assessment  of  needs  and  resources; 

3.  contributing  to  the  processes  of  setting  priorities 

and  planning;  and 

4.  enhancing  the  functions  of  monitoring  and  evaluation. 


D.  Principle: 


The  administrative  and  geographical  structure  of  the  human 
service  delivery  system  should  be  determined  by  applying 
these  criteria: 
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1.  maximum  accessibility  of  services  to  clients; 

2.  clear  lines  of  authority  and  accountability; 

3.  the  effective  involvement  of  citizens  in  the  decision- 
making process. 

(a)  Recommendation :     a  decentralized  model  for  administration 
and  delivery  of  services  should  utilize  central,  regional, 
and  area  levels  of  responsibility.     The  responsibilities 
of  each  level  must  be  clearly  defined.     An  emphasis 
should  be  placed  on  area  decision-making  within  the 
parameters  set  by  a  central  administration  and  the 
agency ' s  mandates . 

(b)  Recommendation :     Each  human  service  agency  should  utilize 
a  decentralized  decision-making  process  for  budgetary 
decisions,  setting  priorities  based  on  need,  and  planning 
functions.     The  priority  setting  process  should  consider 
the  severity  of  a  problem  as  well  as  its  incidence  in 
the  population. 

E.  Principle:     All  secretariats  whose  programs  have  a  significant  impact  on 

children  and  children's  services  should  establish  uniform 
boundaries  to  facilitate  the  coordination  of  services  (e.g., 
the  Executive  Offices  of  Human  Services,  Educational  Affairs, 
Manpower  and  Economic  Development,  and  Communities  and  Development) 

F.  Principle:     A  public  agency  responsible  for  providing  services  to  children 

should  have  the  fiscal  and  administrative  capability  to 
provide  services  directly  or  to  purchase  services  from 
private  vendors . 

(a)    Recommendation :     There  should  be  flexibility  to  purchase 
whole  programs  as  well  as  services  to  individual  children. 


G.     Principle:     A  standardized  contracting  procedure  should  be  developed. 
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VI.     THE  DELIVERY  OF  DIRECT  SERVICES  TO  CHILDREN  AND  FAMILIES  BY  THE  COMMONWEALTH 

Any  proposal  for  the  reorganization  of  children  and  family  services  that 
concentrates  solely  on  re-shuffling  boxes  on  top  of  an  organizational  chart 
will  do  little,  if  anything,  to  improve  the  actual  quality  of  services.  To 
achieve  that  goal,  we  must  focus  our  attention  on  the  level  of  the  system 
that  is  responsible  for  the  delivery  of  direct  serv  to  children  and  families. 

That  level  must  include  a  comprehensive,  community-         d  network  of  services, 
and  a  system  of  case  management  that  assures  that  n       ^ild  or  family  will  be 
denied  services  because  of  multiple  needs,  unclear  agency  responsibility  or 
agency  reluctance  to  handle  a  difficult  case. 

A  comprehensive,  community-based  network  of  services  will  accomplish 
two  objectives:     it  will  help  to  guarantee  maximum  accessibility  of  a  full 
rang1-  of  services  to  clients,  and  will  facilitate  working  relationships  between 
the  state's  children's  services  system  and  other  local  public  and  private 
agencies  affecting  children,  most  significantly  the  schools  and  the  courts. 

.A  system  of  case  management  will  ensure  that  the  services  that  do  exist 
are,  in  fact,  delivered  to  the  children  and  families  who  need  them,  and  whom 
the  state  is  mandated  to  serve. 


A.     Principle:     A  system  for  the  delivery  of  direct  services  to  children  and 
families  should  be  developed  by  applying  the  following 
criteria : 


1.  maximum  accessibility  to  services  to  clients; 

2.  accountability  of  the  service  provider  to  the  consumer; 

3.  a  preventive  approach  to  services  for  children  and 
families ; 

4.  respect  for  the  integrity  of  consumers; 

5.  the  right  of  a  client  to  confidentiality; 

6.  working  relations  with  other  service  agencies  (e.g., 
schools,  courts); 

7.  the  involvement  of  families  in  services  which  strengthen 
their  ability  to  provide  for  a  child's  fullest  potential. 

(a)  Recommendation:     Services  should  be  delivered  in  community- 
based  units  to  the  greatest  degree  possible  —  to  facilitate 
access  and  timely  response  to  clients,  and  to  establish 
and  maintain  working  relations  with  other  service  providers 
and  local  educational  authorities. 


B.  Principle:     Each  local  service  system  should  provide  for:  outreach, 

information  and  referral,  screening  and  intake,  diagnostic 
assessment  ,  access  to  a  full  range  of  treatment  services  , 
follow-up,  and  case  management. 

C.  Principle:     Access  to  the  services  of  the  children  and  family  services 

system  should  be  available  through  a  large  number  of  intake 

points  on  the  local  level,   including  public  and  private  social 
service  agencies,  health  providers,  schools,  and  the  courts. 
The  children  and  family  services  system  should  ensure  that  all 
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possible sources  of  referrals  are  fully  aware  of  the  services 
available  to  children  and  their  families,  and  the  means  of 
referral  to  the  children  and  family  services  system. 

D.  Principle:     Screening  and  intake  procedures  by  local  providers  of  services 

should  be  standardized  in  order  to  help  insure  quality  services 
for  the  client,  and  to  facilitate  the  coordination  of  service 
delivery  and  the  collection  of  data. 

E.  Principle:     Upon  application  for  services,  every  client  should  be  assigned 

a  worker  who  takes  on  a  case-management  function  to  ensure 
that  the  client's  needs  are  assessed  and  that  proper  and 
appropriate  services  for  the  client  are  forthcoming  from  the 
entire  children  and  family  services  system. 

(a)  Recommendation:     The  single  agency  for  children  and  family  ■ 
services  should  be  responsible  for  insuring  the  case 
management  function  for  all  children.     The  children  and 
family  services  agency  should  insure  case  management  by 
performing  case  management  directly  or  by  delegating 

the  activity  to  another  service  agency.     In  the  latter 
situation,  the  children  and  family  services  agency  should 
assume  a  monitoring  role. 

(b)  Recommendation :     At  the  point  of  initial  intake  into  the 
children  and  family  services  system,  clients  should  be 
informed  of  the  services  available  for  which  they  are 
eligible,  and  of  their  rights  to  the  assistance  of  an 
advocate,  if  they  feel  one  is  necessary. 

(c)  Recommendation :     If  a  client's  service  needs  can  be  met 
by  the  individual  or  agency  at  the  point  of  initial 
intake,   the  initial  intake  worker  should  assume  the  case 
management  function  for  that  client,  and  should  ensure 
that  the  needed  services  are  provided.     In  this  situation, 
the  children  and  family  services  agency  should  be  informed 
of  the  case  and  should  monitor  the  case  to  ensure  that 

it  is  managed  properly. 

If  a  client's  service  needs  cannot  be  met  at  the  point 
of  initial  intake,  the  initial  intake  worker  should 
immediately  refer  the  case  to  the  children  and  family 
services  agency,  which  would  then  assume  an  active  case 
management  function,  and  ensure  that  the  client's  needs 
are  met. 

In  either  situation,   the  children  and  family  services 
agency  should  retain  ultimate  responsibility  and  authority 
to  ensure  that  case  management  is  performed  properly. 

(d)  Recommendation :     The  case  manager  should  have  access  to  a 
full  range  of  services  inside  and  outside  of  his/her 

agency  and  a  means  of  resolving  the  problems  of  accessibility. 
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F.     Principle:     It  should  be  incumbent  upon  the  service  provider  to  seek  the 
full  participation  of  clients  and  their  families  in  the 
development  of  service  plans. 

(a)  Recommendation :     A  client,  or  an  individual  acting  on 
the  client's  behalf,  should  have  the  opportunity  to 
review  any  plan  of  action  for  services. 

(b)  Recommendation :     Any  agency  providing  services  to  children 
should  provide  an  equitable  means  for  a  client  to  appeal 
decisions  of  that  agency  regarding  services. 


VII.  LICENSING 


The  Commonwealth  has  a  responsibility  to  assure  its  citizens  that  certain 
minimum  standards  of  quality  are  met  by  children  and  family  service  programs, 
both  public  and  private.     The  licensing  process  assures  that  this  responsibility 
is  carried  out.     The  tools  of  effective  licensing  are  the  statutory  authority 
to  enforce  these  minimum  standards,  adequate  resources  for  licensing,  and  freedom 
from  political  pressures  in  performing  the  licensing  function. 

The  location  of  the  licensing  authority  has  decided  effects  on  its  ability 
to  function  effectively  and  efficiently.     The  Committee  believes  that  the  following 
requirements  are  essential  for  proper  licensing: 

„  1.     The  licensor  should  be  knowledgeable  of  programming  for  children  and 
family  services  in  order  to  play  a  consultative  role  with  vendor 
agencies  which  are  trying  to  come  up  to  licensing  standards.  e 
2.     Licensing  should  be  a  high  priority  of  the  agency  within  which  it  is 
located  —  as  evidenced  by  its  level  of  staffing  and  other  resources. 

"3.     The  licensor  should 'be  free  of  local  and  statewide  political  constraints. 

4.  Licensing  should  be  closely  linked  with  advocacy  in  order  to  insure 
the  highest  standards. 

5.  Licensing  should  be  able  to  withstand  programmatic  pressures. 

The  Committee  has  considered  several  models  for  locating  the  licensing 
authority: 

1.  within  the  purchasing  agency; 

2.  within  the  Attorney  General's  Office; 

3.  within  the  Executive  Office  of  Human  Services; 

4.  within  the  Executive  Office  for  Administration  and  Finance; 

5.  within  a  publicly  funded  agency  with  responsibilities  for  advocacy. 

The  Committee  has  chosen  the  final  option  —  a  publicly  funded  agency  such  as 
the  Office  for  Children  —  as  the  model  which  best  suits  the  requirements  of 
mandated  authority,  knowledge  of  and  sensitivity  to  the  needs  of  children  and 
children's  programs,  and  relative  freedom  from  the  constraints  of  political  and 
vendor  pressures.     Association  with  the  advocacy  function  should  contribute  to 
the  consultative  role  of  licensors,  but  will  not  compromise  the  licensing 
standards.     The  resources  provided  to  a  licensing  unit  (wherever  it  is  located) 
must  be  sufficient  to  accomplish  the  job. 


A.     Principle:     Licensing  should  be  the  application  of  uniform  standards  and 
requirements  necessary  to  establish  and  maintain  programs 
serving  children.     The  licensing  agency  should  guarantee  that 
a  minimum  standard  of  quality  be  met  in  any  program  serving 
children  and  their  families.     Furthermore,  it  should  encourage 
the  efforts  of  programs  to  meet  or  exceed  these  standards  by 
providing  and/or  facilitating  access  to  technical  assistance 
and  other  supportive  services. 

Recommendation:     Regulations  pertaining  to  the  standards  and 
requirements  for  licensure  and  approval  of  agencies  for  children 
shall  be  appropriate  for  protection  of  -the  health,  well-being 
and  development  of  children  and  shall  include,  but  need  not  be 
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limited  to,  provisions  regarding: 

1.  admission  policies  and  procedures; 

2.  safe  transport  of  children; 

3.  physical  plant  and  equipment; 

4.  the  number  and  qualifications  of  staff; 

5.  the  nature  of  programs  of  care  or  treatment; 

6.  health  care  and  nutrition; 

7.  rights  and  responsibilities  of  parents,  children 
and  staff; 

8.  record  keeping  and  other  procedures  relevant  to 
evaluation; 

9.  organization,  financing  and  administration. 


B.     Principle:     The  licensing  function  should  be  independent  of  line  agencies 
which  provide    services  and  should  be  supported  by:  & 

1.  properly  mandated  authority; 

2.  adequate  staffing; 

3.  relative  independence  from  political  pressures  and 
programmatic  expediencies. 


Recommendation:     The  licensing  function  should  be  located 
within  a  publicly  funded  child  advocacy  agency,  such  as  the 
existing  Office  for  Children. 
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VIII.     MONITORING  AND  EVALUATION 

The  Commonwealth  seeks  to  assure  a  high  level  and  quality  of  services  to 
children  and  families  through  the  processes  of  licensing  (discussed  in  Section 
VII),  monitoring  and  evaluation.     The  private  providers  of  services  purchased 
by  the  Commonwealth  should  be  held  accountable  for  the  administrative  and  fiscal 
affairs  of  their  programs  (e.g.,  contract  compliance,  financial  management),  as 
well  as  the  qualitative  aspects  (e.g.,  how  appropriate  are  the  program  goals 
and  objectives,  what  are  the  effects  of  these  plans  upon  clients,  etc.). 
There  is  an  issue  of  whether  public  programs  should  come  under  similar  scrutiny 
of  any  monitoring  and  evaluative  inquiries.     Two  other  questions  were  discussed: 
Who  should  do  monitoring  and  evaluation  of  public  and  private  programs  (the 
line  agencies  which  purchase  services  or  an  outside  body  such  as  a  child 
advocacy  agency)?     To  what  end  should  these  processes  work? 

The  Committee  reached  a  quick  consensus  that  all  programs  which  serve 
children  and  families  should  meet  the  same  stringent  tests.     Recent  reports  of 
judicial  actions  regarding  the  quality  of  services  ,at  state  schools  for  the 
retarded  provide  extreme  evidence  that  in  the  past,   the  state  has  been  unwilling 
or  unable  to  submit  its  institutions  to  any  review  which  is  as  strict  as  that 
which  private  providers  undergo. 

The  question  regarding  who  should  do  monitoring  and  evaluation  led  to 
more  discussion.     At  the  present  time,   line  agencies  have  varying  capacities 
to  monitor  and  evaluate  their  own  programs  and  those  which  they  purchase  from 
private  vendors.     This  capacity  by  the  line  agencies  should  be  improved. 
Enhanced  capabilities,  however,  do  not  lessen  the  need  for  the  application  of 
standards  by  an  independent  outside  agency.     Monitoring  and  evaluation  by  an 
outside  agency  —  specifically  a  child  advocacy  agency  with  a  strong  citizen 
participation  mechanism  —  could  accomplish  three  objectives:     (1)  supplement 
the  monitoring  and  evaluation  by  the  line  agencies  and  provide  technical 
assistance  to  agencies  as  well  as  providers;    (2)  apply  high  standards  which  are 
free  of  the  burden  of  compelling  programmatic  needs  felt  by  the  line  agencies; 
and  (3)  provide  information  for  a  comprehensive  needs  assessment  process. 

With  the  information  gained  through  monitoring  and  evaluation,  and  through 
a  comprehensive  needs  assessment  process,  such  an  outside  agency  is  in  a 
position  to  promote  advocacy  planning.     A  citizenry  educated  by  their  involvement 
in  monitoring,  evaluation,  and  needs  assessment  could  make  more  realistic  decisions 
about  the  setting  of  priorities  across  the  range  of  services.     These  priorities 
would,  consequently,   truly  reflect  the  needs  of  a  community. 


A.     Principle:     The  processes  of  monitoring  and  evaluation  should  be  two 
closely  related  functions. 

Monitoring  should  be  the  on-going  and  periodic  review  of  a 
program's  administrative  and  fiscal  operation,  and  its  compliance 
with  contracts  and  other  requirements.     Monitoring  may  also 
lead  to  the  early  identification  of  problems. 


Evaluation  should  be  a        cess  which  asks  whether  a  program's 
goals  are  appropriate,       w  effective  the  program  is  in  meeting 
these  goals,  and  whether  the  program  has  a  significantly 
beneficial  impact  on  the  lives  of  children  and  families. 


(a)     Recommendation :     Monitoring  and  evaluation  should  be 

applied  to  services  provided  by  the  state  and  to  services 
purchased  by  the  state. 


(b)  Recommendation :     Every  agency  providing  services  to 
children  and  families  (directly  or  by  purchase)  should 
have  an  in-house  capacity  to  monitor  and  evaluate  its 
own  programs. 

(c)  Recommendation :     There  should  be  a  separate  and  autonomous 
capacity  to  monitor  and  evaluate  all  aspects  of  the  system 
of  children  and  family  services  by  the  publicly  funded 
child  advocacy  agency. 

(d)  Re c ommend a 1 1 on :     The  monitoring  and  evaluation  processes 
of  line  agencies  and  of  the  child  advocacy  agency  should 
take  place  in  a  coordinated  fashion  to  avoid  a  duplication 
of  effort  by  the  staffs  of  different  state  agencies  and 
providers . 


B.     Principle:     The  child  advocacy  agency  should  utilize  the  information 

gathered  through  monitoring  and  evaluation  —  together  with 
its  independent  needs  assessment  —  as  a  basis  for  advocacy 
planning  of  services  to  children  and  families. 


C.     Principle:     In  order  to  ensure  that  programs  respond  appropriately  to 

children's  problems  and  needs,  there  should  be  a  mechanism  for 
citizen  participation  in  the  monitoring  and  evaluation  processes 
(of  line  agencies  and  of  the  publicly  funded  child  advocacy 
agency)  at  each  administrative  level. 

Citizen  participation  is  equally  important  in  contract  review 
and  approval  as  well  as  advocacy  planning. 


D.  Principle: 


Licensing  and  monitoring/evaluation  are  distinctly  separate 
functions  which  should  be  related  through  a  continuing  and 
formalized  exchange  of  information. 
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IX.  PERSONNEL 

The  Committee  devoted  considerable  time  to  the  discussion  of  personnel 
issues.     This  was  done  because  the  Committee  recognized  the  crucial  role  that 
personnel  policies  play  in  any  large  scale  social  system.     That  role  cannot  be 
over-emphasized.     No  organizational  structure,  no  matter  how  sophisticated, 
can  be  "people-proof."    Finally,  the  effectiveness  of  the  children  and  family 
services  system  will  depend  on  the  competency  and  commitment  of  those  who  fill 
the  organizational  boxes. 

The  Committee's  understanding  of  what  is  necessary  for  a  healthy  personnel 
system  can  be  broken  down  into  four  areas:     accountability,  recruitment  and 
opportunity,  non-discriminatory  practices,  and  planning.     Accountability  is  the 
single  most  important  need  of  an  effective  system.     The  personnel  system  must 
be  organized  in  a  way  that  gives  personnel  the  support  necessary  to  do  their 
jobs  and  then  holds  them  accountable  for  their  performance.     The  effects  of 
limited  accountability  are  readily  observable  in  the  present  system.     It  is  entirely 
too  easy  for  incompetent,  irresponsible,  and  unmotivated  personnel  to  hang  on  in 
the  system,  occupying  preciously  needed  slots  and  contributing  to  a  general 
atmosphere  of  low  morale.     This  problem  has  many  roots.     There  are  Civil  Service 
protections,  union  protections,  and  political  patronage  —  all  of  which  act 
as  constraints  on  administrators  who  seek  to  hold  personnel  accountable.  The 
amount  of  effort  required  to  get  minimal  levels  of  work  out  of  some  personnel 
is  often  so  great  that  it  is  easier  to  ignore  them.     If  the  system  is  to  work, 
administrators  must  be  given  the  authority  to  discipline,  even  terminate,  those 
not  doing  their  jobs.     It  should  also  be  noted  that  administrators  must  be 
willing  to  use  the  authority  and  mechanisms  which  are  available  to  them. 

Another  need,  if  we  are  to  have  accountability,  is  for  personnel  to  be 
provided  with  the  kind  of  training,  supervision,  and  supportive  services  necessary 
to  facilitate  their  doing  a  competent  job.     It  is  unfair  and  unrealistic  to 
expect  quality  work  out  of  those  who  have  not  been  adequately  prepared  for  their 
jobs.     In  some  ways,   this  is  an  issue  of  hiring  practices.     Job  descriptions 
should  be  clear  so  that  applicants  know  what  will  be  expected  of  them;  and 
minimal  qualification  levels  should  be  such  that  the  clearly  incompetent  are 
rejected.     But  these  things  notwithstanding,   there  will  still  be  training  needs 
for  both  new  and  transferred  personnel.     This  training  should  not  be  confined  to 
an  initial  orientation  session.     Rather,  such  initial  training  should  be  seen 
as  the  first  step  in  a  complex  of  supportive  services,  including  continuing 
in-service  training,  encouragement  and  rewards  for  participation  in  outside 
educational  and  training  opportunities,  and  periodic  staff  evaluations  (which 
can  aid  personnel  in  assessing  their  strengths  and  weaknesses  and  act  as  an 
accountability  device) . 

The  second  area,  recruitment  and  opportunity,  concerns  the  need  to  draw 
highly  motivated  and  capable  people  into  the  system  and  keep  them  there.  To 
meet  the  first  need,   the  state  should  put  a  priority  on  well-planned  recruitment 
initiatives.     To  meet  the  second  need,  the  system  should  be  organized  so  that 
opportunities  for  career  and  salary  advancement  are  available  to  the  deserving. 
Career  ladders  should  be  well-charted.     If  the  system  is  to  be  attractive  to  the 
career-minded  person,  it  must  offer  opportunities  comparable  to  those  in  the 
federal  government  and  in  private  agencies. 
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The  third  area,  non-discriminatory  practices,  is  related  to  the  second 
in  that  much  of  the  recruitment  ef fort . should  be  directed  toward  attracting 
those,   like  women  and  blacks   (and  other  minorities),  who  have  traditionally 
been  under-represented  in  the  system.     This  is  a  difficult  problem  to  resolve, 
given  the  tendency  of  even  carefully  formulated  employment  guidelines,  such  as 
the  Civil  Service  Regulations,  to  reflect  the  cultural  biases  of  the  presently 
dominant  groups.     It  is  difficult  to  build  a  system  that  is  equally  accessible 
to  all,  that  does  not  reinforce  past  advantages  and  disadvantages.     Yet,  if  the 
state  is  to  become  an  equal  opportunity  employer,  it  must  move  to  counter-balance 
the  injustices  of  the  past  through  aggressive  recruitment  and  sensitivity  to 
the  differing  backgrounds  of  those  traditionally  excluded  from  the  system. 


The  fourth  area,  planning,  concerns  the  need  for  long-range  perspectives 
on  the  personnel  system.     The  state  should  bring  consistency  to  its  hiring  and 
firing  practices  by  engaging  in  long-term  planning  on  personnel  needs.     A  key 
concern  of  the  Committee  is  that  such  planning  preserve  the  appointive  nature 
of  important  policy-making  positions.     If  administrators  are  to  implement  their 
substantive  policies  in  a  coherent  fashion,  they  must  be  able  to  fill  key  roles 
with  those  committed  to-  their  -  goals .     Another  planning  issue  concerns  the  impact 
of  reorganization  on  the  personnel  system.     This  issue  is  discussed  in  the 
section  on  Implementation. 


Principle:     A  clear  and  consistent  set  of  personnel  policies  is  a  necessary 
prerequisite  to  a  system  in  which  personnel  are  competent  to 
do  their  jobs  and  committed  to  doing  them  well.     Such  policies 
should  include  the  following: 

—  formal  job  descriptions  for  all  positions  to  give  all 
personnel  a  clear  sense  of  what  is  expected  of  them; 

—  adequate  and  appropriate  training; 

—  periodic  staff  evaluations; 

—  a  clear  incentive  system  to  reward  quality  work  with  career 
and  salary  advancements; 

—  availability  to  administrators  of  mechanisms  (including 
disciplinary  procedures)  which  enforce  accountability  and 
job  performance; 

—  long-range  planning  for  the  system's  personnel  needs  to 
facilitate  consistency  in  hiring  and  firing  practices; 

—  mechanisms  to  insure  non-discriminatory  personnel  practices; 

—  qualifications  and  skills  which  match  the  requirements 
of  a  job; 

—  recruitment  initiatives  which  encourage  highly  qualified 
personnel  to  apply. 


(a)  Recommendation :     The  Civil  Service  System  should  be 
modernized  in  order  to  reflect  the  criteria  listed  above. 

(b)  Recommendation:     Training  should  be  made  available  to  all 
personnel  and  should  include  initial  orientation,  continuing 
in-service  training  and  re-training  for  personnel  who  are 

transferred  or  laid  off  due  to  the  closing  of  departments 
or  institutions.     Personnel  should  also  be  encouraged  and 
rewarded  for  participation  in  pertinent  outside  educational 
and  training  opportunities. 
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Recommendation :     The  system  should  be  organized  so  that 
recruitment  and  career  ladders  are  available  to  qualified 
and  committed  persons. 


Recommenda tion :     Hiring  policies,  including  Civil  Service 
regulations,  should  be  sensitive  to  the  need  for  more 
women,  minorities,  and  handicapped  persons  in  the  system. 


Re c ommend a t ion :  Staff  who  are  in  policy-making  positions 
at  each  administrative  level  should  be  appointed. 

Recommendation :  New  positions  in  a  children  and  family 
services  agency  and  other  departments  which  serve  these 
populations  should  be  subject  to  open  hiring  procedures. 
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X.     EDUCATION  AND  HUMAN  SERVICES 


The  question  of  the  relationship  between  education  and  human  services  is 
an  important  and  controversial  one.     If  there  ever  was  a  time  when  the  two  could 
be  seen  as  categorically  separate,  that  time  is  past.     The  relationship  cuts 
both  ways.     On  the  human  services  side,  it  is  increasingly  being  realized  that 
educational  problems  are  often  related  to  broader  social  problems  and  that 
attention  to  these  educational  needs  is  often  instrumental  in  the  successful 
resolution  of  social  problems.     On  the  education  side,  it  is  increasingly  being 
realized  that  social  problems  are  often  related  to  educational  problems  and 
that  attention  to  these  social  problems  is  often  instrumental  in  the  successful 
resolution  of  educational  problems. 

The  Committee  recognizes  this  inter-relationship  and  calls  for  close 
working  relationships  between  the  children  arid  family  services  system  and  the 
educational  system,  from  the  state  bureaucracy  down  to  local  schools.  The 
children  and  family  services  system  has  much  to  gain  from  such  a  relationship. 
It  is  to  be  noted  that  education  is  the  primary  publicly-supported  service  for 
children  in  this  society.   "For  a  significant  majority  of  children,  it  is  the 
only  substantial  service  that  government  provides.     This  has  two  implications. 
First,   the  day-to-day  contacts  that  school  personnel,  particularly  teachers, 
have  with  children  make  it  likely  that  they  will  often  be  the  first  ones  to 
identify  emerging  problems.     For  example,   teachers  will  often  notice  signs  of 
child  abuse  much  earlier  than  the  point  at  which  such  abuse  would  come  to  the 
attention  of  the  Department  of  Public  Welfare  through  its  own  channels.     If  the 
Commonwealth  is  to  have  a  system  that  makes  prevention  and  early  identification 
of  problems  a  high  priority,  it  is  imperative  that  school  personnel  be  encouraged 
to  identify  and  seek  assistance  for  those  children  with  special  needs,  before 
their  problems  reach  a  crisis  stage. 

The  second  implication  of  education's  role  as  a  primary  service  is  that 
it  places  a  firm  responsibility  on  schools  to  insure  that  all  children  are  given 
equal  access  to  educational  opportunity.     With  the  advent  of  Chapter  766,  this 
responsibility  is  given  statutory  force.     Education  is  not  a  privilege  that 
can  be  rescinded  at  the  prerogative  of  the  local  school.     Rather,  it  is  a  right 
that  must  be  guaranteed  to  all  children,   including  those  with  special  needs. 

The  Committee  recognizes  Chapter  766  as  a  landmark  piece  of  legislation 
and  calls  for  its  full  implementation.     The  766  mandates  are  particularly  appli- 
cable to  clients  of  the  children  and  family  services  system,  many  of  whom 
manifest  the  kinds  of  special  needs  that  have  too  often  led  to  educational  depri- 
vation.    The  children  and  family  services  system,  with  the  single  agency  taking 
the  lead  role,   should  do  whatever  it  can  to  insure  that  766  mandated  services 
are  available  to  those  of  its  clients  who  are  eligible. 


The  above  discussion  emphasizes  the  benefits  that  the  children  and  family 
service  system  can  gain  from  a  close  relationship  with  the  educational  system. 
This  is  only  one  side  of  the  issue.     The  Committee     also  recognizes  that  the 
children  and  family  services  system  has  responsibilities  to  the  educational 
system.     The  tendency  to  transfer  more  and  more  responsibility  to  the  schools 
is  carried  too  far  when  schools  are  expected  to  provide  for  all  social  needs 
of  their  students.     Chapter  766  is  clear  in  stating  that  local  schools  are  only 
responsible  for  those  services  which  are  necessary  to  facilitate  normal  educational 
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progress.     All  other  social  services  remain  the  responsibility  of  the  children 
and  family  services  system.     It  is  the. active  participation  of  the  children  and 
family  services  system  in  coordinating  and  providing  these  non-educational, 
supportive  services  that  will  enhance  the  ability  of  the  educational  system  to 
do  its  job. 


A.     Principle:     Since  the  role  of  education  is  crucial  in  a  child's  development, 
the  children  and  family  services  system  should  build  close 
working  relationships  with  the  Department  of  Education, 
educational  collaboratives ,  and  local  school  systems. 


Recommendation:     The  single  agency  responsible  for  administering 
the  delivery  of  children  and  family  services  should  take  the 
lead  in  forging  relationships  with  the  Department  of  Education, 
educational  collaboratives,  and  local  school  systems. 


B.     Principle:     The  educational  system  should  be"used  as  effectively  as 

possible  for  the  early  identification  and  appropriate  referral 
of  children  with  problems. 


C.     Principle:     All  children  should  be  guaranteed  equal  educational  opportunity 

and  should  be  educated  within  the  regular  classroom  whenever 

possible,  and  where  not  possible,  in  the  least  restrictive 
environment . 


Recommendation :     Chapter  766  should  be  fully  implemented  with 
the  active  participation  of  the  children  and  family  services 
system  in  providing  non-educational,  supportive  services. 
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XI.  RESOURCES 

In  many  ways,  resource  questions' are  the  most  basic  ones  with  which  the 

clients  to  another  agency,  while  often  attributed  to  -el    r      ne    of  r  spon.,, 
rZH    ,re  r    ;e  often  the  result  of  limited  resources,     if  tms  issue  is  to 
be  accessed     tne  legislature  should  strive  for  precision  in  spelling  out  ageacy 
^«r»d  ™.t  provide  agencies  with  the  appropriations  necessary  to  fulfill  , 
those  mandates. 

Questions  about  resources  are  especially  relevant  to  a  ™  f 

r^nraaniza  ion    given  the  common  assumption  that  reorganization  will  save  the 
statfmoney    Vis  assumption  must  be  challenged.     Reorganization  can  and  should 

tte  state  spend  money  more  wisely,  but  judging  from  "past  experience,  both 
££e  ^Massachusetts  and'in  other  states,  it  will  not  result  in  a  net  savings. 
The  purpose  of  reorganization  should  be  to  improve  service  delivery    not  to  save 
^ney      It  should  be  incumbent  upon  the  legislature  to  consider  the  fiscal 
impact  of  all  new  legislation  and  make  the  appropriate  budgetary  allocations. 

Of  course,  the  Committee  also  recognizes  that  the  state  treasury  is  a 
limited  resource.     If  the  children  and  family  services  system  is  to  provide 
ouaMtv  services    it  will  be  necessary  to  make  substantial  use  of  non-state 
WiS  sources      Programs  should  be  planned  with  the  intent  of  maximizing 
eUgSflity  for  federal  funds,  coordination  with  local  and  private,  resources, 
and  use  of  third-party  payments. 

A  final  concern  of  the  Committee  was  with  the  issue  of  educational 
fundint     Because  of  the  integral  relationship  of  education  and  human  services, 
the  level  of  educational  funding  will  have  significant  ramifications  for  the 

and  family  services  system.     It  is  ^^^^^^  children 
Chapter  766,  but  not  at  the  expense  of  general  state  aid  to  education  or 

and  family  services. 


A      Principle:     The  children's  services  system  should  have  the  f^ncial 
A'  P  resources  necessary  to  fulfill  the  mandates  given  to  it  by 


the  legislature, 
(a) 


Recommendation:     Any  legislation  affecting  children  and 
f^mTTy_services  should  include  an  analysis  of  its  . 
financial  impact  and  should  be  accompanied  by  sufficient 
budget  appropriations. 

(b)     Recommendation:     The  children  and  family  services  system 

"s^lT^akT^ximum  use  of  non-state  funding,  e.g.,  federal 
grants,  third-party  payments,  sliding  fee  scales,  and 

foundation  grants. 


4 
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B.     Principle:     The  educational  system  should  have  the  financial  resources 

necessary  to  fulfill  the  mandates  given  to  it  by  the  legislature. 

Recommendation :     Any  legislation  affecting  educational  programs 
should  include  an  analysis  of  its  financial  impact  and  should 
be  accompanied  by  sufficient  budget  appropriations. 
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XII .  IMPLEMENTATION 

VJith  consensus  that  some  degree  of  reorganization  should  take  place  within 
the  Commonwealth' s  delivery  system  for  children  and  family  services,  the  Committee 
discussed  the  option's  for  a  successful  reorganization.     The  methods  of  change 
fall  into  three  general  categories:     legislative  action,  executive  order,  and 
administrative  initiatives.     Of  course,  any  of  these  options  may  be  combined. 
The  members  noted  that  the  cooperation  of  several  parties  including  the  executive 
and  legislative  branches  of  government,  the  private  sector,  and  all  major 
consumer  interest  groups  will  be  essential  for  the  planning  and  implementation 
of  any  scheme  for  reorganization. 

The  impact  of  reorganization  on  the  personnel  system  requires  examination. 
If  reorganization  is  to  lead  to  improvements  in  service  delivery,  it  will  be 
necessary  to  plan  for  personnel  transfers  and  the  filling  of  new  positions. 
Personnel  transfers  should  not  be  automatic,  however,  because  the  qualifications 
for  new  jobs  may  be  substantially  different  from  present  ones.     A  detailed  plan 
of  implementation  should  provide  administrators,  direct  service  personnel,  and 
consumer  groups  with  the  tools  for  a  smooth  transition.     The  implementation 
process  should  not  reintroduce  old  problems  with  new  procedures. 


A.     Principle:     A  plan  for  reorganization  should  include  a  specific  period 
for  accomplishing  its  implementation  which  is  as  brief  as 
possible . 


B.     Principle:     Any  reorganization  of  a  children  and  family  services  system 

should  be  done  in  such  a  way  that  the  disruption  in  the  delivery 
of  services  is  minimized. 


(a) 


Recommendation:     Agencies  affected  by  reorganization 
should  coordinate  efforts  prior  to  the  implementation 
in  order  to  anticipate  and  prevent  possible  problems. 
Such  planning  should  include  the  concerns  at  each 
administrative  level  and  systematic  planning  around 
personnel. 


(b) 


Recommendation:     In  a  reorganization  of  a  children  and 
family  services  system,  provisions  should  be  made  for 
open  hiring  practices  for  new  or  converted  positions. 
Provisions  should  be  made  for  re-training  personnel  who 
wish  to  apply  for  these  new  or  converted  positions. 


